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ENCLOSUIIL A

ROUGH PLAN SO AN OFFICE OF ESTIMATES

e Thle plan ia based on the concepts. h&l@;?’!ﬂ“l?ﬁg“)lélnd'ilm, L
recently set forth in the Dwlles Report, WSC 50, and the "Webb
Proposals's "One point must be made absolutely alear however, in
order to avold the patent defects of a joint comaittee aystons

- It oust be undersbood by all concerned, Vhatb the Direotor st hds . oo

“lovel and the Asafstant Dircctor at his, having heard &1l the =
pertinent evidence and argument, have a power of declsion with
respect to the form and content of the estimute, other interasted
partiss retalning the right to record divexgent views when these . .
relate to substantial lssuss and gservs to ircresse the veadst's '
comprehension of the problem, und then only, :

The plan alse presupposess

- @« Tho establishment of a. hesearch Office in OIA Ato,upr@hﬂ.dg

intalTigence vesearch reports in £is1ds of coamon consern fehvgs, I
aclentific, vconoumie, geographic).

bs Action to make‘?wre of the avallability of research

support from the depsrtmental agencies sdequate to meet the require-

- -ments of the Estimates Office as tc both timelinses and cond
This condition oannot be net ab proagents e _

Ss  The recrultment of requisite senlor porsonnel as rapidly
3 possible. The contempluted Uffice cunnot be adequately manned
with personnsl now in CIa,

de Thorough indoctrination of the IAC agencies in the new,
cooperatlive convept, and & new stert in relations with them.|
Initiation of the plan in the atmosphere which now exists wot
very probably be taken by thow as an opportunity to impose on
the partly Imaginary CIA with which Ghey have long contended,
This plan will not work excopt on & basis of mutual confidencs and =
cooparation in the national interest. e T SRR R

QROANYZATTON ). vUNUITONS

Uffice of the Assistant Director

Agsistant Director and Lepuby fsslstant Director
Coordinution and Liaison Staff '
Administrative Staff ‘
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CONFIDENTIAL

+

Goordinatﬁ.on Lialson Staf (For aupporting argmnanta.‘bmn ua
& ANNG¥ 'bﬂ hisg Ine 081&!‘6»

fe Composition.
1, One full=tiwe representative each dasi;,nutad by
the IAC reprosentatives of State, Army, Navy, and
Alx Force reapectively.

Re A smm:- represantative of’ tha GIA. musmh a?fiuev
(or part-tine representatlon of eaci of its major
" conponents? ).

3. CIA Staff hssistant, NSC Staff
Lie & similar CIA representative with 0SD and JIG
‘ 5 Executive aacret&riab. |

“Be: Funuﬁimﬁ
' 1. 1’

reapecltive agencles in the fatimates Office, and
the intereat of the istimates Office in thelr
raspective:agencies.

24

np DETEAN.

be Formulating the temas of reference for parti-
cular estimates.

¢+ Formulabting requests for research support and
obbaining prompt and affective complience thars
with. e

g ﬂ;ﬁh!ﬁnuing the tabimntq o
“submission to the Niyector and the TAC,
e« Securing IsC concurrence, or ab least Lhe formulaw
tion of dissent in the 1ight of joint considera~
tion.

Administrative Staff -

Personnel, riaual andAadministrativa 8 rwioe .
Reoeipt and. ﬁinsamtnntian BOYVICEHL - &
[leproduction services,

Current Intellirence Diviaion

Production of the Daily Summary

SRR LTY
g \H‘ '1u3..1ﬁh Tﬂ@i
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GINHIENTIAL

Lditing and publisning of other porlodical roviews.
Custody of sensltive material,
 Maintenance of altuation room.

Main&enanne of ofruhours watchq

Ae Composition
1. Senlor analysts well qualified by aptitude and
. uxparie:;e fordcriticalhagzzgiagl of ourrent uﬁ
information: and: renearc or bhe i
“eb dHargont trandy, and For “in’%%fﬁe ation f"% i
slgnificance of current or anticipated davalopmenta.
While every gort of expertise e« pelitical, economia,
militery, and ares — should be represented, the .
enphasls should be on appreciation of the effedt of
81l factors in combinations

m:&s%‘

2+ Integral research support for these senlor analysts,
to assist them by keeping track of current develop- ‘
menta, organizing research data. from various scurces, - . .- .
dofng lag work, ‘and drafting wnder their diredtion. "*T’Qf*f“”“'“ﬁfm?

Be Functions
l. Survdllance of the devsloping situaticn, consultative
guidance of the Cuyrent Intelligence Division, and
the initiation of research projects and of wetis
a8 required.

o

2+ Production of bstinates £&lling within Divisional
compatenue.

3« Provision of appropriate expert purtiaipation 1n
task groups formed to produce estiuutes of broader
BUORG .

Funetlonal Division

Provision of expartise (e.ge, sclontific, economic, geaaraphic) B
as required on &:functlonal rather than regional basies; - .. .. . . .1 .,

Uaneral Divialon

A very faw analysts of broad competence rathsr than particular
speclalization, to concern themselves with the inter-
relationship of developments falling within the cognimance

of two or more divisions and to provide lsadership for task
groups set up to deal with suen problems.

K
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HYPOTHETICAL CASE

(This is intentionally a ratner complicated case., Host cases could
probably be handled more simply, by the gume basic procedure, but
with fewer stuges.)

1. Need for an intellipence mtimata arisesz in relation %o
& problem before the NSC Staff,

2+ Requirement communicated to Assistant Director by CIA
Staff Assiatant, NSC Staff. .

3. Beguirement considered by Assistant ﬁimc*bor in eonsultatlion
with appropriile mesbers of Coordination & Liaison Staff and chiefs
of Divisions concerned. These consultant.s asglst bia ing

&, Formulating a stat.emnt of the problem and of the
nature and scope of the response required.

be Determining whetner the requirement can be met
from Information &lready on hand, or whather specific research
support is required.

¢« Formulating requisitions for research support.

ds  Ensuring prompt and effective response to such
requisitions by their respective agencies.

8+ Forming an appropriate task group within the office
to produce the required estimate.

Le Executive Secretariste records decisions taken pursuant to
foregoing consideration and sees to thelr execution.

S« Task group mekes direct contact with research agencies
with respect to research required,

6+ Research contributions received and reviewed by task
group, which may directly require explanation, elaboration, or
Juatification of departmental findings, reporting to the Assistant
Director Af not asatisfied.

Te Satisfactory research support having been obtained, task
group proceeds to develop integrated estimate,

8¢ Draft estiszate submitted to Assistant Director for review
in consultation with task group and appropriate members of
Coordination & Lialson Staff.

9 Draft estisate either ventatively adopted or referred
back to task group for revision to meet shortcomings.

10, IAC reactions to estimates tentatively adopted by

ORFICENTIAL
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Assistant Director obtuined through C & L Staff. At vols stage
it 1s the function of these officers personally to expluain and
if possible justify CIA wstimate to their respective principals.

1l. Final review of sstimate by Assistant Director and
C&L Staff with consideration of IAC reactions.

l2. Istimate formally submitted to Director as agreed, or
with notatlon of prospeciive dissents as daveloped in joint
discussion.

13. Feview of estimate by Director with I4C and final
agtion thereon.

U« Publication of estimate as adopted by Director with
notation of any final diassent.
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